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Abstract 
This communication intends to analyze the conceptions of governance and management that have characterized the development 
of the Priority Intervention Educational Territories Program (TEIP) in Portugal, describing its main features and examining the 
changes in organizational models, leadership patterns and community involvement throughout the process. Special attention will 
be given to the context in which priority education first emerged and took hold in Portugal, marking the emergence of new 
paradigms of educational management, public service and learning. Our reflection will be based upon the following: (i) analysis 
of the TEIP Program’s legislative directives (1996-2008); (ii) interviews with educational administration offices’ program 
coordinators; and (iii) interviews and questionnaires with local actors (school directors, consultants, parents and teachers). 
Results suggest a growing influence on conceptions, instruments and practices which are characteristic of a new public 
management model (contract, evaluation, management by objectives, results) but which are still not wholly accepted in schools 
since they are viewed as a somewhat instrumental conception of education and learning. This should be taken into account in the 
program’s development, as well as the discrepancy between goals and results. 
© 2013 The Authors Published by Elsevier Ltd. All rights reserved 
Selection and peer review under the responsibility of Prof. Dr. Servet Bayram 
Keywords: priority education , social inclusion, educational governance  
1. Introduction 
At the beginning of the 21st century the European Union (EU) defined a new paradigm for education and 
training, centered on lifelong learning. This strategy had considerable implications for adult education but it also 
created a new frame for schooling in younger generations: strengthening basic competencies, struggling against 
early school leaving, universalizing secondary education. It is within this context that the Priority Intervention 
Educational Territories Program (TEIP) is re-launched in Portugal, after its brief existence a decade earlier (see part 
3). 
The rationale behind  priority education policies is not surprising if one considers the nature of most vulnerable 
groups to unsuccessful schooling processes: “Early school leavers are more likely to come from socially 
disadvantaged backgrounds (…), vulnerable groups (…), have had a history of disengagement from school, for 
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instance of absence, truancy, expulsion (…), to have achieved poorly in school (…), to come from minority or 
migrant backgrounds (...), to be concentrated in particular areas (…)” (Dale , 2010). 
It is however important to remember that priority education does not constitute a clear-cut universe. In it we can 
find multiple discourses and political agendas. In fact, some authors have signalled the transition from a logic of 
struggle against inequalities to a logic of struggle against exclusion, which transforms  priority education into an  
essentially pacifying and modernizing process, ensuring minimal conditions for social cohesion and inclusion 
(Demeuse, Frandji, Greger, & Rochex, 2008). 
Throughout this article we will attempt to question and interpret the aims of the priority education “model” 
currently being implemented in Portugal, as well as to analyze its contribution towards the goals of increasing 
democracy, modernity and efficacy of the Portuguese educational system. To this end we gathered diverse 
information: (i) the TEIP Program’s legislative directives; (ii) Key educational actors’ testimonies; (iii) the TEIP 
Program’s evaluation reports; and (iv) TEIP schools’ academic records. Through the analysis and triangulation of 
such information we will try to assess whether the new directives follow a logic of struggle against social 
inequalities or whether they are mainly part of an agenda for introducing new management and assessment 
mechanisms into schools, which are indicative of new ways of regulating education, without bringing about more 
democratic and inclusive modes of educational governance. We will also try to reflect upon the political, social and 
cultural rationale behind the new priority education policies in Portugal, and upon the strategies harnessed to 
achieve the goals defined. 
2. TEIP2 Program: Equity, modernization and efficacy? 
The introduction of mass education was a protracted process in Portugal. Consequently, it was only in the late 
20th century that policies directed at socially and culturally disadvantaged populations were developed. The creation 
of the TEIP Program was first attempted in 1996 but the Program ended up submerged in the processes of 
reorganization of state schools that was taking place at the time (e.g. definition of new models of governance and 
creation of school consortia). One decade later the Program was redefined, modernized and broadened (2006-2008), 
in order to correspond to the new patterns for development and education in the EU. In fact, considering the goals 
envisaged by the 2010 European Education and Training Strategy, Portugal was in a relatively unfavourable 
position: low literacy levels, high school dropout levels, and an active population with much lower schooling levels 
than in other European countries (Dias, 2008). Accordingly, subsequent education policies aimed at solving these 
issues through the struggle against school dropout and through the creation of new programs in the field of adult 
education and training. It was against this background that the TEIP Program was re-launched. 
In the legislation published in 2008, the main reasons presented for the TEIP re-launch included explanations of 
both a social (education for all, equality of opportunities, equity) and an economic nature (modernization, growth, 
transition to a knowledge-based economy). However, a deeper analysis of the same legislation, taking into account 
the Program’s goals and design, leads us to think that the latter were dominant (Table 1). 
 
 
Table 1.TEIP Program goals and strategies. 
 
Goals Strategies 
Quality of school trajectory and pupils’ achievement. 
Reduction in dropout and under-achievement. 
School-to-work transition. 
School as a focal agent in local communities. 
Contract-Programs 
Educational projects  (goals, priorities, benchmarks) 
Internal and external evaluation  
Administrative flexibility. 
 
In reality, in the goals defined, the aspects that appear highlighted are those related to the system’s efficacy and to 
employment issues, while the sociological aspects are reduced to vague references to the role of schools in 
developing communities. Concerns with modernizing the Portuguese educational system are also present in the 
strategies envisaged for the Program’s implementation. Indeed, the Program was structured based on foundations 
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(management by objectives, goals and results) and instruments that “evoke” the influence of managerial conceptions 
of education (project, contract, evaluation of results). The education administration professionals responsible for the 
Program’s implementation nationwide highlight the desire to assert new ways of governing education: 
 
“The Program (...) aimed at contributing to affirm a new way of regulating education that has been 
moving from an ‘a priori’ control, typical of bureaucratic models, to an ‘a posteriori’ control, that 
demands a contextualized reinterpretation (,,,) and for the creation of schools’ self-regulation, self-
monitorization and self-evaluation devices” (Matias, 2011, p.4). 
 
This goal appears to have been achieved, given that in a study conducted by the Education General Inspection, 
the first 17 TEIP schools consortia were evaluated  positively in terms of organization and leadership (Figure  1). 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 1. Evaluation results by domains assessed and number of schools consortia (IGE, 2009). 
 
On the other hand, these school consortia yielded poor evaluations in students’ academic and social results 
(Figure 2). However, one could argue that during the period of this evaluation the TEIP Program was still at an 
initial stage of implementation. Now that the Program is already in a more advanced stage of implementation it is 
important to assess the results achieved in its main goals, namely in the fields of school dropout and school-to-work 
transition. The Program’s evaluation reports (DRE, 2010, 2011) provide data that, at first glance, seem fairly 
promising: 1) school dropout is currently almost residual in TEIP schools (0,4%); and 2) school failure rates 
decreased in all school levels (Figure 2), with particularly noticeable  improvements in the school years in which 
failure rates were higher. 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 2. School failure rates in TEIP2 school consortia. 
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It is however important to consider that these are students’  internal results. Data collected on external results, 
i.e., results obtained by students in 9th grade Language and Maths national exams show that TEIP schools continue 
to present statistically lower results when compared with the national average (Table 2). 
 
Table 2. Students’ mean results in 9th grade Language and Maths national exams, from 2007/08 to 2010/11/2011 
(evaluation scale 1-5). 
 
 2007/2008 2008/2009 2009/2010 2010/2011 
TEIP schools results 2,82 2,70 2,54 2,33 
National average results 2,99 2,90 2,77 2,51 
      Source : DRE, 2012 
These data confirm the difficulty in guaranteeing equity in the public educational system even when utilizing 
positive discrimination measures, as is the case in several European countries (Demeuse, Frandji, Greger, & Rochex, 
2008) 
In relation to new ways of governing education, although these should constitute one of the Program’s 
instruments and not one of its results, the evolution seems more relevant. The interviews conducted with education 
administration specialists, who follow the program in the field, confirm the Education General Inspection evaluation 
with regard to the TEIP schools’ capacity for strategic management and the assertion of a culture of evaluation: 
“what is most noticeable is the organizational learning. There is a huge difference between the way TEIP schools 
currently diagnose their own difficulties, plan their activities and process their results” (interview conducted with  
Sara, education administration specialist). 
However, interviews with TEIP school directors and observations in different schools show that many teachers 
still do not identify with these new ways of regulating and improving school activities and results. External factors 
seem to be blamed when trying to explain students’ school failure and dropout (e.g. students’ lack of interest, 
families’ socioeconomic conditions, linguistic and cultural barriers). On the other hand, organizational, curricular 
and pedagogical aspects tend to be undervalued or exclusively mentioned to justify the transition of students with 
some type of learning difficulties to “vocational courses”. 
3. Conclusions 
The TEIP Program was recreated in Portugal within an international context that advocated a development model 
centered on high quality human resources and in a paradigm of lifelong learning. The Program was implemented 
using new ways of governing and regulating education, especially with regard to the instruments and procedures 
utilized. The influence of these new managerial concepts has been less evident in the process of making local actors 
accountable for the Program’s success or failure. Nevertheless, it is possible that this might change given that a 
recently published legislation caters for the possibility of TEIP schools leaving the Program if they do not achieve 
the goals set. 
The diffusion of these new managerial guidelines seems to have had a varying degree of implementation in TEIP 
schools, while their acceptance by the school actors varies considerably. It appears to have been better received by 
school directors and other school staff with coordinating functions than among teachers. This situation needs to be 
taken into account by education central administration offices. Otherwise, many of the managerial instruments 
demanded of teachers and schools (project, contract, evaluation, improvement plans) may become a formal process 
with little relevance to school life . This consideration assumes greater importance when one realizes that the TEIP 
Program’s goals have been only partially achieved. In fact, although school failure and dropout have undeniably 
been reduced, these results do not appear to be related to the development of students’ competencies. Students’ 
results in national exams are poorer in TEIP schools than in other schools, which would indicate that promises are 
yet to be fulfilled with regard to equity and quality in education. But the efficacy of (other) Portuguese schools is 
also limited: students’ results  are low and have been falling  in recent years (see table 2). This means that in order to 
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comply with the demands of new education, training and learning paradigms it is necessary to understand that the 
Portuguese educational system has a set of problems that can hardly be exclusively attributed to the units or 
subsystems that constitute it. It is not surprising that these are even harder to overcome in socioeconomically 
disadvantaged contexts, as is the case of those where TEIP schools are located. 
Even so, the progress made in Portugal throughout this past decade in the fields of education and training must be 
recognized, as must the evolution recorded in TEIP schools in their ability to diversify strategies and implement 
academic, social and organizational improvement processes. 
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